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Defining the attributes of change catalysts within high functioning organizations, including the academic enterprise, is desirable. An understanding of these attributes within our academy may foster
faculty interest and engagement in seeking administrative roles and serve to bolster succession planning within our schools. On one hand, there have been numerous publications teasing out the purported
differences between leadership and management. On the other hand, does segregating these important
characteristics based upon arbitrary distinctions do more harm than good? This commentary represents
the work of a group of academic leaders participating in the 2015-2016 AACP Academic Leadership
Fellowship Program. This work was presented as a debate at the 2016 AACP Interim Meeting in
Tampa, Florida, in February 2016.
using words in one lexical context, in a different form, to
describe a related concept, such that the word “leadership,” derived from the verb “leading,” acquires the
meanings of those engaged in the activity “managing,”
or as in the case above, as the result of performing the
activity as a “manager” satisfactorily. Thus, leading and
managing are not merely complementary, they are essentially the same concept used to describe different levels
of a taxonomy related to performance or organizational
effectiveness.
Together, the two terms “leading” and “managing”
form the framework for skills and abilities that are necessary for an individual to drive team success. In fact, the
concepts of leadership and management are transposable,
especially in describing performance effectiveness within
organizations. As shown in Table 1, the functions of leadership and management flow in a continuum that are not
separable. Many of these functions are used in describing
the roles of both “leaders” and “managers,” causing the
definitions and functions to blur as a continuum of one
role. Over time, Zaleznik’s separation of these functions
has been perpetuated as a false dichotomy through the
continued ambiguous use of these words. For example,
according to a 2012 Forbes article,7 “leading” is described
as who you are as a person, while “managing” is described
as more of a craft, primarily skill-based, that may be

INTRODUCTION
In 1977, Abraham Zaleznik1 authored an opinion
piece that became the first publication to describe leadership and management as two separate functions. Since
then, there has been much effort dedicated to studying
the differences between managing and leading, with more
than 4000 documented definitions of leadership existing
alone. Based upon the existing literature, leadership skills
are generally glorified as being “visionary” and “doing the
right thing,” while managerial skills are dismissed as being “task-oriented” and “doing things right.” However, no
scientific evidence exists to support the described differences between leadership and management; what remains
is an abstraction of two concepts with no consensus and
little application. The authors of this paper are of the
opinion that the terms leadership and management are
arbitrarily and yet similarly defined. One of the classic
leadership definitions often recited, “Leadership is the
quality that sets great managers apart from good ones,”
further validates this idea as it is simply an illustration of
the lexical concept of polysemy.2 That is, the practice of
Corresponding Author: Amie Brooks, Division of
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Table 1. Leadership and Management Continuum1, 3-6
Leadership

Management
Focuses on things
Executes plans
Directs & coordinates
Manages change
Uses authority
Authority stems from position in the organization
Determines long-term objectives and strategies
Acts decisively
Decides how to use personnel and other resources

Focuses on people
Articulates a vision
Trusts & develops
Creates change
Uses influence
Authority comes from personal relationships
Thinks strategically
Delegates responsibility
Appropriate risk taking and innovation

learned, suggesting the former as an identity to be cultivated within the individual and the latter as a set of behaviors demonstrating a form of competency. Portraying
leadership development as an internal process of selfreflection, in contrast to becoming a better manager through
honing of a craft, provides a misleading understanding of
purportedly different concepts and grossly oversimplifies
human and organizational development.
Upon examining the academic environment, one will
notice that successful administrators share the traditional
qualities of leaders and managers. Therefore, in both the
academic setting, and especially within high-performing
organizations, leading and managing are not just inseparable, they are one and the same. Even if we entertain the
possibilities that these are two processes for creating the
same goal; a leader (eg, a school dean) who has the vision
and plans for the school is ineffective if she cannot use the
managerial skills to procure and efficiently allocate the
resources to accomplish the vision. Conversely, a manager (eg, department chair) who can efficiently allocate
resources is ineffective if she has no vision or sense of
direction for how those resources should be utilized.
The two processes, even if differentiated theoretically, are not effective without each other working in
tandem, and are thus inseparable. Continuing to differentiate rather ambiguously similar concepts, takes us away
from being able to explain phenomena they were meant to
address in the first place: how to leverage human capital
as intangible assets toward accomplishing the organization’s mission. With the constantly evolving nature of
today’s organizations, there is a need for adaptable individuals. Academic institutions, like many organizations,
must rapidly adapt in order to survive. Within such structures, leadership and management are a continuum of
a single construct. We have encapsulated this concept
within a Venn diagram (Figure 1), where the circle of leading is who you are, and the circle of managing is how you
make use of resources. However, the two circles overlap
in several key areas, including optimism, decisiveness,

integrity, and open communications. Highly effective organizations require a culture of resilience with individuals
demonstrating these core attributes.
As an academy, we need individuals who can lead
and manage simultaneously in their day-to-day activities.
Every individual must act in a manner appropriate to the
context of the situation and should be ready and open to
lead and manage as necessary to be effective. To be successful, individuals must display a combination of strategic
vision and tactical skills, which together serve as a powerful catalyst for performance improvements throughout an
organization. We believe that leading and managing are
one and the same and that developing the skills of both
a leader and a manager are really the same way of developing
individuals who can adapt to change and become a source
of strategic advantage.

METHODS
This topic was debated live at the 2016 American
Association of Colleges of Pharmacy Interim Meeting
in Tampa, Florida, in a session titled, “Academic Leadership Fellows Program (ALFP) Debate #3: Leading and
Managing are One and the Same.” This article represents
the pro position affirming the statement.

Figure 1. Leadership and Management Continuum.
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The authors include a six-member team of fellows
and their leadership facilitator completing the ALFP in
2015-2016 as part of the 12th cohort. The team began
collaborating in September 2015 by performing a literature search using PubMed, EBSCO, Scopus, Emerald,
JSTOR, Business Source Premier, Google Scholar, and
ERIC databases. All searches were performed using several key search terms individually and combined. These
search terms included: lead, leading, leadership, leader,
manage, managing, management, and manager. Searches
using these terms also were conducted in the Harvard
Business Review archives and general, web-based search
engines such as Google. Articles, book chapters, and passages were reviewed and used to identify additional relevant references.
Authors individually constructed primary claims in
favor of the assigned position and discussed and debated
to determine the three most compelling claims supporting
the position. Analytical, empirical, and emotional warrants along with overall impact were developed for each
claim. Finally, likely counterpoints were determined, based
on the literature review, to develop evidence-based refutations for the opposing debate positions.

skills believed to designate leadership and management
as unique concepts or activities is lacking.1,4,10 Without
an existing standard, the expected set of abilities for individuals accepting positions termed leadership or management are irrelevant. Anyone can define the terms to
meet the “truth” they wish to defend.
The truth of the relationship between leadership and
management is difficult to ascertain because of the realities of practical application. The higher education environment is not conducive to hiring individuals who only
manage or lead, as historically defined. Those assuming
administrative positions within our academy must encompass abilities, skills, and attitudes attributed to both
leading and managing. For example, all decanal deans
have individuals who are direct reports. These deans have
authority and responsibility for the activities and productivity of those individuals. Hiring individuals specifically
to manage or lead would be cost prohibitive and impractical. Recruiting individuals with only management
responsibilities is inefficient and would negatively impact an institution’s ability to grow and improve.11 Managing is essential, and developing management-related
skills is the first step toward developing leadership-related
skills.12
The idea that there exist employees who are excited
by the concept of managing is unrealistic. Maslow’s Hierarchy of Needs13 would suggest that if this were true,
retention would be difficult to maintain, as people would
have no ability to grow. Leadership and management being different may or may not be true, but the delineation of
the two concepts within the work environment is meaningless. The idea that leaders and managers are two extremes of one continuum is more realistic and practically
applicable.

Point: The Definitions of Leading and Managing are
Arbitrary and Similarly Defined
Leadership and management are both theorized to
predict decision-maker behavior.8 The theory that leadership and management are different is offered as a truth
where the two are suggested as unique predictors of decisionmaking behavior.
Acknowledging leadership and management as
unique requires our acceptance of the two, distinct definitions as truth. Defining “truth” in any situation is difficult.9 This difficulty is influenced by our individually held
perspective on what is true.
For example, suppose it is stated that a rose is red and
smells good. Now consider a population of color-blind
individuals or individuals who are anosmic. Would these
individuals perceive a rose as red when the color red is
unperceptive? Would they perceive the rose as aromatic
when the sense of smell is absent?
Truth itself is dependent upon identification of propositions (ie, a non-linguistic representation of truth value
that lead to beliefs – or an accepted world view). The
propositions we perceive, or accept, as true form the basis
for belief. This relationship between proposition, perception
or acceptance, and belief can result in situations where what
is accepted as truth may not represent reality.
The contention that leadership and management are
different is an example of proposition and belief not representing reality. A clear, universal delineation of the

Point: The Concepts of Leadership and Management
are Transposable in High-Performing Organizations
The debate of whether leading and managing are
different is certainly interesting and has sustained the
academic and corporate careers of many. However, this
is an exercise in futility. In an examination of high-performing
organizations, it becomes clear that the concepts of leading
and managing are interchangeable processes of change
catalysts. A culture of organizational resilience is largely
built upon change catalysts that increase group cohesion
and dedication to the mission.14,15
Highly effective organizations require a culture of
resilience with individuals demonstrating critical attributes of optimism, decisiveness, integrity, and open communications,15 among others. Yet these attributes have
been described as discrete characteristics (leading or managing) of individuals at varying levels of the organization.
3
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It is time to abandon the idea that leading and managing are
distinct responsibilities. This belief fosters self-delusion
and irresponsibility in those who see themselves as leaders,
and it can lead to inaction and dangerous forms of dependency in those who do not see themselves as leaders, but
merely managers.
As many top consulting organizations and performance management scholars have concluded over the
years, individuals at all levels of highly effective organizations must be able to communicate, motivate, inspire,
and encourage other employees toward a higher level of
productivity. These capabilities are foundational for anyone who wants to get results with and for other people.
Such an understanding facilitates opportunities for organizational effectiveness that are more outcome-based
when leading and managing processes are one and the
same. Leading and managing being different makes for
a great ontological discussion, but if we are striving for
highly effective organizations, this distinction is meaningless. The reality is that leading and managing are
one and the same within the spectrum of organizational
effectiveness.

what he was producing or to the people who were producing it.” The focus was on efficiency and getting the job
done. However in the new millennium, value comes from
knowledge of people, and when workers are not merely
cogs in an industrial machine, management and leadership can no longer be separated. The late Peter Drucker
was the first to recognize this truth and many others. He
was the first to identify the emergence of the “knowledge
worker” and the impact on organizational structure.
According to Drucker,18 with the rise of the knowledge
worker, “one does not manage people. The task is to lead
people and the goal is to make productive the specific
strengths and knowledge of every individual.” Kent4 also
supports that the functions of leadership and management
are inseparable. The functions of leaders and managers
can be studied separately, but “in reality, they reside
within and are practiced by single individuals.” Therefore, it is not only reasonable, but logical rather, to conclude that the roles of the leader and manager are one and
the same.
We, in academia, undoubtedly engage in knowledge
management. Knowledge management is concerned with
three elements: creating repositories of knowledge that
can be used within organizations; developing technologies and social networks that facilitate access to this
knowledge; and creating culture and environments in
which knowledge sharing is valued and expected. Poweradded managers are essential in knowledge management.19
Power-added managers are the strategic leaders of any
organization and are described as managers with exceptional competence and expertise in their dealings with people
and knowledge and, as such, are strategic leaders for any
organization. Power-added managers approach their role
as an equal within the team they manage and within other
teams within the organization. Yet, power-added managers
are able to accept leadership, when it is appropriate, and
adopt different roles as the situation warrants. They know
how to deploy their talents in whatever way necessary to
complete tasks that add to the power and success of the
organization and, therefore, illustrate that leaders and
managers are one and the same.
Looking back at the academy, we find that these
types of individuals are being sought after to lead and
manage our organizations. Consider the following excerpt from a recent posting for an academic dean’s job
description: “leads faculty and staff in planning, securing
resources, implementing and evaluating activities related
to academic operations, research, service and patient care
programs; represents the school both internally to the
university and externally to the various stakeholders;
serves as part of the institution’s administrative team
through active participation in various institutional planning,

Point: In Academic Settings and any High-Performing
Organization, Leading and Managing are
Inseparable
In academia, faculty and administrators engage in
knowledge management. As such, there is a need for individuals who can adapt to the evolution of our everchanging academic organizations. Individuals who are
champions in academic organizations must be adaptable
and have visionary qualities as well as be able to organize
and implement those visions. This “leading-by-example”
style has been described by Harris16 as “thought leadership.” The thought leader shows colleagues how a task
can be done rather than just giving orders. The ambidextrous nature of such thought leaders has been supported by
results of a Delphi study.3 According to this study, when
qualities of leaders and managers are assigned, these two
traditionally separate roles share four critical features:
learning from others, integrity, openness to new ideas,
along with adaptability and flexibility. These are characteristics often associated with leaders, yet these are critical common features of managers. Thus, leaders and
managers are one and the same.
As Alan Murray17 has noted in The Wall Street Journal Guide to Management, “from Zaleznik, to Kotter to
Bennis, much ink has been utilized to delineate the differences between leadership and management. . . Perhaps
there was a time when the calling of the manager and that
of a leader could be separated. A foreman in an industrialera factory probably didn’t have to give much thought to
4
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implementing and evaluating activities.” Are these the
tasks of a manager or a leader or, rather, a power-added
manager, an ambidextrous individual? While traditionally
viewed as leaders, deans are both manager and leader –
thus leaders and managers in academia are one and the
same.

within the leadership of our academic institutions. Poweradded managers are essential in knowledge management
and confirm our belief that the roles of leader and manager
are intertwined in our academic leaders.
It is for these arguments that we could defend our
position and now believe that leadership and management
are one and the same.

CONCLUSION
Through the exercise of a formal debate, our ALFP
group was able to fully research the idea that managing
and leading could indeed be the same. At first, it appeared
that our opponents would have the advantage since the
current thought is that these two principles are different.
For those students of business education grounded in
works from the ’70s, most would be of the mindset that
leading and managing are separate. But what has happened since that first introduction of separate units, is that
the lines are not delineated as clearly as first defined. So
upon full review, we determined that the two thoughts
were not as far apart as once thought. As such, we created
the following three arguments: the definitions of leading
and managing are arbitrary and similarly defined; the
concepts of leadership and management are transposable
in high- performing organizations; in academic settings
and any high-performing organization, leading and managing are inseparable.
Terms, as argued, are defined to meet the truth they
wish to defend. Upon seeing multiple definitions and variations of the skills of leadership and management, we
determined that these definitions were created to fit the
mindset of the individual creating that definition. What
might appear to define a leader was often seen in another
definition of a manager. And many of the skills of managing showed up in the skillset of a leader. At times, it was
hard to discern which role the author intended the term to
define. As such, we concluded that there is no clear definition of leader or manager.
During our research of this topic, what also became
apparent was the role held by individuals in high-performing
organizations. We saw that the qualities first categorized in
one area, began bleeding into the other, and the roles of the
leader and manager are entwined. In fact, based on our
research, there cannot be effective leadership within an
organization without the combination of the two, and each
person titled with either leader or manager also must have
the skillset of the other.
This thought of high performance and success in
organizations is not autonomous. As we examine our
own academy, we saw that these same principles hold true
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